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ABSTP ACT 

th^ study as^^sg^Mi th^ feasibility ct Impleinenting a 
specific wodel M'^lqnecl incCgas^ wcif'j^n's pa rtic ipatton iii th 9 
aaministca ti on of a state's piiblic sctiool systettis* Th*^ moail 
i^f^^^^v^j^^g to a£f*??Gt th^ strticturt of cpportynity, th^ structur*^ of 
power, ana the social composition ot f^ier grcups in a staters 
educational systain. Th ^ res^a^ch^rs us^ participant chsetvation 
methoas to collect data froffi th? field testitig of th<^ model ---Project 
ICIS, a prdgrain that liivDlvas astat^^^ d^partinent of educationr an 
institutioii of higlier education, a stat^ umbrella organization for 
^flucatlonal admiiitstratorsi and local education agencies to .train and 
plaot tfom^n administrators. Data im ar.alya^d to id^rtify variables 
affecting the %^^m of i pplesenta^ian fcr aach elem<^nt of th^ model, 
(A uthor/EBl) 
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Whllw woiiuni conipriBo a iiUijorlLy of. lUv tpnchcrfj in Anicricnn public 
ochoola, tliay ociaupy unly a fraction of l\m adinitiiBtrntlvn poHltJaiuj (n 
thuBe achools. Two- third ft of nil licnnhafB In tlic UnUod StatciH ai'c woman; 
hov^cvGr, only 19, of nil cltMuantary fichool pirincipnlHi of all 

Bccondary pi::Lnc;liiali4 , and .1% of all BUpcirintoiiclmitH arQ mmm (Fifidua 
and Potckcir, 1974), Dospilu tiocial clumgOj Uiu Gnactmcnt or Titiu IK 
of cliD EducutilanaL ArnondmcmtB of 1972, and an Increa^ic in thu numhui:' o£ 
womon praparinfi for ddmtn LRLraUiva poBlUlon^M woman rumalri uuLlcrrapra^^entpd 
in the populnticJii of public nchool aclniinlnurntorH . Even documantod 
cffortB to hliire wntiiGii \\ava fallud to impact olgntf icantly the parccntagQ 
of votncn in line \)QHitionu (Carltun, 1070). 

Thara n clear nocd to davalop modal IntCirvDncion nUmtagies to 
Increase VDmon^s pnr Cicipation in GducaUional ndininiBtrntlaa. ICESi 
A Projoct Df Intc^rnrihipSj Car tif icntlon, Eciiiitiy--Leaderfihip and Suppoirt 
providQS such a model* Tim modal links the ntajar educational agencies 
in a Btata to saluct^ train, and plnca a giroup of women with proven 
adminlsrranlve ability. Currently, this BtrntaQy is beini; field teated 
in the State of Knnsas under a grant from the Women-s Educational Equity 
Act Program* 

This paper dirartusses the need for incllvidiial and systeuiic changa 
which the model addrcssciS, describes t\m inodea, and reports on its 
implementation in one state. The validity of tha model cannot ho assessed 
i-ntil tha end of the two-^year implementation paTtod. 

InrUvidual and Systemic Change 

Reform strategies may focus either on changing Individuals or on 
changing the social system in which they function. Recent interest in 



''womcn^H iHtiuDfi'' Ima rcJBLcrtKl nn uxtcmHlvo Inuly ol: lltornttiru nKliorUJnii 
Indlvidunl womon to Imvw new buluivlo!: paitetnn to i^ain m\^^cmii and 
nclvnncamunt III tlic ciarpnraue warld. Wuntuii nva told haw Lo clruuri (MDlloy, 
1977), how to "ont yourH" (PonrobJn, 1975), niid how to "piny tha cume" 
(Uarrij^an, 197 7) lui win in i\ man 'a woirlcL l-air GKumplc, tho hoHl uqU inn 
BiLi^tlll^^^^iUiflk (llunnl?^ aiul Jai^dinu 1977) lcUb wuiiH-n .n.rBli (;u hiuw 

thanmalveH and dacida whuuhar Lhuy Li:u:Ly want: a curcur Lhnt: unUnilH 
compGting in a nin lu nlnnilucUiud HyHUum, Tho woinnn v;ho dou^ should luurn 
to nuimigD ^'Lhci liitcrnciion bclv/fcn who nht^ In and tlip Gnviranmant in which 
aho iiiuct wurk." (p. 159) i WrU approach to cdinngG a^mimics thnU thDae 
woman vho want to chauaa thctv XlvciB can, ii: only they have thu will 
and intallJaciiCu' to do fiu , 

l*dncal:Jj3nnl \y!:n{:juwH tradj tlannljy huvo tQiKlod t:a focuB on chancing 
individuals^. A prof u^Ldona 1* ^ traJnain^ Lcndn to BtrvQB cognitive ch^n|ia* 
The ±ndividu/il also may scitJCit from n w;idG variety of activities directed at 
aff active and/ or bahariurnl cliancc'- Ilowever^ othcur iierapectives on social 
change considar HtratogiMB directed nt the indivldiial to be weak tools for 
reforminr, insliitutiors , Arguing that individual behavior and organizational 
striictiirQ are intarrGlatcdj they conrjldcr systemic change to be the niore 
powerful approacli to chringlng organizattons (c.g, Katz and Kahn^ 1966, 
pp, 390--451) . This theory suagesUB that thaSG who would change women -s 
role in education should intervene by nianipulatlng organizational variables, 

Kanter's (1977) theory of organisational behavior eKplalns women- s 
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rolus In carporutiiony in txrinii niriicturnl ratliai: Uhaii ]JurMDnajJty 
V£iflablaH» Til a hlernrcli liwil nr^jaiiinaLitin, tihc « ti'uctiiira of oiipar tiud l:y > the 
Rtnicturp oC po^^ciTi iuul tilu* nocL/ii compaid^t;! on of paci:' oroupis du i;c:*rin;l!:a ^^uman'o 
aflplrntlouH for advuiu.cman': iind their purforninncu in ndminiF^t:tnl:1va prflitlDns* 
ITiuiro mon ui? wumon bih^ J ltitlu rhniiao far i:u(:iiru inohiJity and grovthi UhDy 

Innl iKU^ Ilnil <;] iij.^ luipl vn 1 1 uiui^ Kaok fn^; Hnilfffnct: I on out^^idu oC work^ 
IckniUif ylng v/iuli puur gryiip iidiriiiH iriithui: Ulum mancu^c^mant: ■ h producUon 
goalB and dlMcnur'agiiic cuworlcuru l^iruni ^Kicking ndv^inccmant: * 

IndivJ du:j 1 n- wliD nra low Ln pnwur (i.u. cannnt mnbllJ.Kci iruaQurccs 
hccoufjQ of job c iiai'ru: tciirbiL li^y md poHiUion Jii thu informal oirgnni tion) 
t:end to QKhiliiu bQliavicnrhi b tt^ruotypicntly assigiiGd to women in manngciincnt 
pQsitloiiB Biich riii at:tenipt;ing 1:d rciuain contiroi In diractivc and ciuthoritarian 
W£iySj and rQSCriating BuboJrdiiiritCiB^ growth and oppor tiinlLiciB • The 
coercive rather thnn pcir^uaBlvu styla of leadarBhip frGqucntly leadB 
snbordinatQ^^ Uo dlBllke their powarlcss mamiger. 

Finally, IndivLdiials ±n "Loken'' poaitlonBj i,e, represented in a 
very sm^iLl propoirtioii in o group, tcuid to be more visiblG and thus feel 
more pressure to conCorm and to bucomu "aocially invisible*-' They may 
find it difficult to goin "credibiliuy be isolated Crom informal net- 
works, have few oppor tunitioa to be sponsoredj be stereotyped and face 
considamble personal stress, 

These variablGS and their affects arc inextricably tangled. Ranter 
explains that the relatlonsliips between structure and behavior are 
cyclical. *'To some GKtentj low opportunity^ powerlessness, and tolcQnisin 
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conatltutu Buif purpuLiuiLinrt, litdC-^auall.nn nynhumih wlili lliikn tlwil: cnn 
be brokeii only from cnitnlclu" (p. Zm9). Thiu; nl:t;tMi\ptH to chniiBi^ Incl ivUhinlH 
will not ^cBu] L in orytUii^ni: 1 unal. clinnce. CliaiiB^^^^ wliJcli nddi/ciu^ thu 
vatinblQB of opportunity, powcn"* nnd tokLniiHin arc ncudcul* 

**SyBtc.Miiic ehangu" oftun ii^ cducutvuci In LurmH of ?5tiMU'turn1 clinriRun 
ill ovi\mimt\ov\H m\rh nn nlti^rln^^ thv ^lutlinrlcy rolnt ((inMhip^^ or t;lin 
Uoelinolopy of prtxliuttiun . KnnLt'r rucuinnuuich:; cu'giini;':fit:iunal ruforitiH 
ranging Cram floccn tra Li^wi t i uu to hfrlnc nicnilMn'n oT minurity catu^oriofi 
tn 'M>£i r;clic*H'* raLliur Lhnn Hln^^ly and dc:vuloplno A womun'H noLwoirk* Tim 
vorlablns oC orgnniHa tiunal mLj^u and hiararchlcnl ntrLicturno nl^^o may 
be inanlpulnUeicU lluwuvur, KnnLur ruuoimiiundti c^von broadur ^;oc:ial cliatigeu 
to improve work fi)!: men and wumcn, 

SyH tw U'_ ^J^JiCAV in J'UU i^^U^:i on 

SysUcjiTiic chnn^C! in nn nppeailng ntrntagy far Iniproving womon ^3 
particlpatinn in educational ndminlBtration* Hos^qvqt^ it is difficult: 
to Idantify the ''nyfaGiii"' to be cluiiioed, A stato'^ cducntionnl fiycitom 
conslatB of many l(iGnlly govarned diBtricts and .state Icivel agoncles with 
eomo regulatory authority. They constitute a "loosely couplQd system" 
(WGlckj 1976) of autonomounj geographically disporaed units* Local 
school dlstricta may be joincid to a larger system by the par ticipattQn 
of individual members in puofQasional asBDciations, teacher unions ^ 
school board associations cittF.e^ns groups and advisory councils. A 
plan to Intervene in a state's educational system must recognise the 
characteristics of that syBtom* No central authority can Impose chanse 
or mantpulate organisational variables easily. Communication is difficult. 



A cluuiBu in QWv piirt of thu nyntipm inny have lUilin ufliucl: an oLlinr pnrl:n» 
TiatD daulBiilnn fUi liittnrvc!nl:l()!i !M:ivit:<iBy to InctuaMa woiiuni*B partic l,p/iLlon 
in uducatlouiil adniitiiMtrntion in a Btntu in diCficult. 

One* approtich to nyHluMntc chaucf' itt lonncly cuiuplcul MynUcm in 
to tront tliu prQctnui not: iM\ chnn^;;u iii a idnglu airgiiui^nt;loUi but an |:ha 
diCfuLiiou uT InuuViUitm acior^s HyHLiMmi* Ttiu HpucLCUi 'VLnnovatlun" In Uiuj 
artlclu U^ dufiuud nu hlrlnn wumun In lluu adminlBLi^ativu pUfcjitiunM. 

Hcnuarch about: lihu dirruuJ.on /ind adoption of innovations conslutuntly 
BhowB that: adaption of nn iunciVfitlnn in a Hnclnl prnnoH«^, PorHonnli funn 
to face cnntacU ni c»>rUjLlnB MCK:Jal HyBLuiuM dotcirminuH ndnption (CarlHcjUs 
1965)* In hicirnrch Jc-il organl^atlnnfci nucli an E^chool nystcuiH, cjKtarnal 
contactn uvv wn<\o prliiiarily by tbu hlf^licKt Icval ndnilniutrauara (iioiHJui 
197^), Carlnon (]503) found that ndapLlon uC naw math in a Pcnnjjylvanin 
county wasi dotcriuiinHl by tliQ friundBhip [^ruup of supDrintanduiitB . Earlieif 
adopters were thonc* oJ: hifilH^r ritatn^. Tbc! farUhar a supcrin tc*ndont was 
from thG contor of tha fj LandKihlp graup, tho latter the diiitrlct adoptQd 
new math* If /idDptlou of innovation In a yoclal pracGSSs and if acliool 
superintondcnts arc the most likoly inGmbers of the arHanizatlon to 
havQ GKtCinalvu cantaats outs J do the district ^ the oxlsting BociaX Hystcms 
and cDinmunications cbanncls among administrators are the logical nctworkB 
to use to inforiti thetn about an innovation , 

HoweVGrj the decisions of u few superintendents to attempt to hire 
women in adminlstra ttve positions may not be sufficient to alter the 
proportions of wmen in school administration- Other decision makers are 



Involved in train Ihbi cortiry Jiin, mu\ Hiippur ( liin womuti wlui wIhIi tu vwiov 
iidininifjtvaLioli, An afntmt.lvu ciuinju? arrni*!: iiiuHi lowvM mnny puLntii of 
thu uduciitioiia l nyBtcm. 

A chnn^^i? HlruLui^y inuf^L nlnu adtlinuiii the pvocvuhqii cliHcourn^^InH 
Inrpu iiumbarn of woiiumi froni nrukiiij; ndmlti IfUrnLlVti pnHiLlonn. Homu 
nclininint iMt nt'K cuunpl.iln l.h^it wnniiMi will luit: npply fur poM 1 1 f unit In iheir 
dlMfrl(Un or imi a \Uvy vrmuui tMnil ''c|uall J- Lud"' wtmuni to f;! II 

vncnncJuM, TT ndrul ni nLiNiicjrn cuut inia* Lo bul iuve LluiL wotnun nvu ululiur 
unnviiiJnljlu or unqunl I f I lul , any urftirt: to hivv. wman will fall* PrDBuntly, 
thn Bturtiolypu tluit: v^omcii clu nni; uvcmi Wiiiit: to hvvuinu nUmliilntra l:orH 
pcrHlHtH In occ^nnonaKLy HUppfirLcd hy ruHonrcli uvkUmcc (c.j;. 

Cpttrt'li, lUyB), Iliu^L^vc^r, nt: loaut; anu Mtiudy han lUinwn Lhnt: in n 
lasrga urbnn Buhunl jiynt-cnn tha pool s^f LonchorH uGpi ring to adinLniHtrativu 
poHitloUB w/iB t.'cpuil ly diviiioci hc^twctMi niun and wunuui (LawrDnciu and 
AdklBon, 1976). 

Tha Cact Lliat ulic f cnuiln af^ijdranU^ arc lorn likely than t\\oiv, innle 
countarparts tra lifMuuiiu ndnii nlBtrn torH may bci OKplalnQc! by the Hocial 
cpmpnBlulon of pear nraupB, Knntcr (1977) GHplninGd that wotiigii in 
corporate poyltJonu urajltlonally dominntiGd by wotUGn nrc dlscournged 
by their pccfS if tliey &Guk niobllity , The Broup-s ''nnti success'' norms 
lead women to doaiy ambitions. To nialntain thQlr £ jrlendahipB 3 women 
forego opportunitias to prepfire for other pofjltlons. When the odmln- 
Istfatlve group is predominantly ninlc^ the women havG no socinl support 
to replace lost friends tf they becoitiQ adinlnistrators , 

Clearly if tho pool of qualified wo"icn is to ba iiicraased, women 
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who dcsivo mubilLUy tnuriL ri^cc^Lvu iruinrorcnnuuil in at Ivnnt twu arunH. 
VitHt thoy \\vxh\ uvldcuuiu tlutl: moljU.il:y 1.b pojuiiblu Cor woiiUMi in j^oui^rai. 
SacontU tliuii^ own npccillki ambLlJonB niUHt \m i-UGUUrnHud in new pucM; 
giruupH. Tho nuw i?uur ni^oupB nuiy rnnnjnt of n women 'n nutwork In thn 
coinmunity or ntat;r* or o\ m\i\ ninl Bonu^tliiiuM wamcMt wllii wliuni tlu'y will work cui 

In uuiniiiary^ n nUrntLM\y to Jncroani^ womcnNi ri>pruHunl:ai:.it)n in tukicnbiunal 
ndininiHiraUion miinl Initirvunu nt Muvcral iuvalM of Lhu tKliicat Innai Byutom, 
It: mxmt Impaut: ilcciLiinn iiinkcnrH Jn many school tl J HUrictH . It; mWBt aloo of fact 
the? pool oC ipinl iricu! candiclntofU Bucnimu thu uyntcm in dccimlnNi ll^^ed nnd 
frnBJiHmtecl, a i^in^la dtHvlMiou imiUor cannnt: manipulate oraani J^ntiunal varlahlcn 
at VI il* InnLuntt, i l: mwnt conviricc daclBian makar?i to promote (duuiBg witdiln tUoiv 
d ifUii: LctH wh i J u duvuinpin^^ a tjualif iud pDol of: wDfuan to ha hiifudt 
f iU:rH: OriiMiriKat ioiial CtiupC' ratlo n 

Onu apcnciy cannot nci'omplifrjh rapid syHtamLc chnnBG In a docontral-' 
izud and fraomuntod Byfltcim, The probaliility Uhnt chanBO will occur 
is Incrcanad if Bovoral ori^aiii^a Llgns direct their efforts^ at diffcrant 
IcvelB of thci systuni. Formal ndininlMtratorB' ornanissationB provida 
both a formal frnmQwork and an InCormal Hyanum through which innovatJon 
may sproad* Thoy maintain many channelii Cor the face to face conuiujnlcation 
essential to diffusion* Stnta dcipartniunt of Qducation pGrsonnGl also 
occupy positions in formal and informal channels of communication. They 
arc in a positiou to affect the adoption of an Innovation, If the pool 
of qualifed women is to be eKiuindGd, universities with administrator 
training programs must be Involved. Finally, if support systems for 
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Wumuti aru 10 davc^lnp in t\\a amp l u>M.U[; Ui'liuul tl uunricLnj ihonv nyiMimn 
mxmi: particlpalin in a chi^wwij L^ffnrtk A cuotnl Innluul cfroi*!: rtiiiiuij* 
atlmliiiatrntf)rM ■ otg*miKat:iunni t\\o HliMc dPiinrLinaut of iHliiCiition, 
unlvarnitluM, nnd ncUool diBtirUtLn tuin Caul J i.tnto rapid clinniu'* 

If nacili urjK^nl^nt: bni offorliH to liun:nnno wuruui'i? pari i fjJ.patUni 
111 admlnlMl tNil IfMi /iro iMinl llUHuU ihn tM^npuiMl Ivt^ pf rnrr am liiip/UM: tmrli 
IcVLvl of ihv 24tal:«^'M i!iUu' iU> tunn I MyHluni* HuiMMMuLLUulniU H niid olihur 
key ddc-iniuii nuikiTB will adupL ixH.lulc^n la hire mnru wpiiii'n aihn I riJ mi raUu i;a 
ami to pri>vrtk* lIuhu inmc. ^Jcu'lal niipiuni;, Ta liun, thu ipupcrinlituuiualri aru 
oHHurtul tlKiL Ihur**' vLIl In* c|iialM JuU wnnii'ii ccuul ttla for tliuau ]M)ylt:Jpna, 
Womon aupirini; to (idiii luJ.Btra Li Vi* ]3(ijd.t 1 uiu; wi ll muu v lHlblu (^v ldnncu 
of efl.nrt to umi>loy Lliunu 

Thu cuuparatJun nf adiu In InirnLof a ■ prof arniiunal naBociatioiini tha 
Btiitc* df'p^u'LmnaL uf udiu-.iliuuj uulvcrHit lua j nml Bchool diBtr lct;*:^ Increanus 
tlia ILklihaod of td)ntu;i^# CarUainly tliu cycila of low oppor cunlty, powcr^ 
luBBnoBu, and tokunlsni which liiniuii owmnti'B participau 1 on in cducatiional 
admliilh^t rniJ.sjn mure I LIuily tn bo braki^n if tlilB coopciration occurs * 

The ICi'lS Model In n ntratCBy tio incrcaBo wonicn'B par tlcXpntlon 
in cducat;it?nnl nclmJnifiL riaiXon » Xt io a \Mo-ycav project wliich trains 
a wall qualified group woman aiid placcH thorn in adminiatrative poHJ tions 

The ICES modal cantaian two major alameat?n structure and program. 
The structure addrunBcs ayotuiuio chanac by involving the k^y agcncioa in 
a state's educational system in the project's decision making structure. 
The prograiiimatic clemcnit proniotes both individual and nocial change. A 
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Ni?ccin 1 Ij^chI iiirri I hiii^5 priior/im in ilpnl ^nc^cl I n Jii?uit:t> <H)|\n l t:ivu niiil nfrc^rt.tvn 
elinuHCiO in pnn t cipanlH wh ich wil l m iku thorn eiunrjy compuLunt ntlmin InUrntorH • 
lly trrtiiiitu; tUitl plneltlB panit- Ip/uitfi an n Hi^tni])* tim projoiit iioyalua 
the? firfiu:t;M tiT tuktni iMiii'' on IndlvJclunlji, 
Tlin^TCKS H t rmyl urc^ 

Thu at:nH'luir(^ 1 inlaj Ihc. Mf:at:u tnturnllcui a^ont^yj Ihe Ht/H n umlirc^Un 
ornnnL^^^^^t I tMi of admhxintvnlovu anMur in l toiiUi (uu! n ntalu uti i VcM^ri { v In nn 
v:ivxx\tivv caimnltlt'e, (luupuiNit; Inn ndliool (lifitr lctB nro luunuly l:iud to the* 
UKcciit: Lvu coinm 1 titnL' • ThlH utnictiiru 1h uaHtntt lal to Implcnient i nc Mtatu- 
wide Innovatinn* It wan ahajHul hy the* foijowlui^ prauLaasJ 

1) BcK volv nu(*lail^al[u!i and Hux-^roh* ntrrruot yping In atlinl ni atrnt Ion 
havc! purHn.U-i^d hcM*au^K' ihoui^ haa hc^LM\ ;l,ittlu cDoirdUvitJuti amonB 
vnrtunH n^y^iicluri invulvi^d in chanHinB Mcliooln; 

2) Btnti'WicIft ctuniKf' rtu|uia*cH leadc'rahip of nil major uducatlonal 
in^t^tlLut 1 uuh; 

3) Innovatlvu cljHtrlt'tK whiuli bc^Jn to change pollcian and piracticeo 
to pro riio t e v; o ni r * n * »s l? n r t i n 1 p a t: I o n n c r v o n h m o cUi 1 h for other 
dlBtvictn v;ho will fallow. 

In thci flold tc^HU^ thn ICES ICKGcutivc Conimlutac Inaluclas nn Assistant 
ComTninBioncr in thn i;anf3aH Btntc Dapartmcmt of Educatic^n (SEA), the 
Excaut WG Dlractor of the United School Administrators of Kansas 
(the Btato profcujoional ndminiK trator associatioti umbrolla orBnnlzation) ^ 
II fiiculty mpniber froin thu Dopnrtmcnt of Adinlnl Btratloni FonndntapnSj 
and lllghGr Education at the Unlvarsity of Kansas and a Coordinator^ a full-- 
timc projGct staff mcinbar. Local Education Agency Administrators participate 
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Th« roles and reaponsibilities of each coflipoi^erit are as followsj 
1, Adinliilstratpr^ s Prof egslpml prganlmtloiii. In every 
stata there aie menbers of aevera]- key mtloMl pToffeasloml 
orgatilmtlons * Pronil.Ti^.nt among these organlzatioTis are tliG 
imettcm Asaocl&tlon of Sahool /^dmiriistrators CA4SA) , the 
Natioxial Association of ELementary School Prlnclpalp (^AESP) , 
th^ Matioiisl iissoedation of Secondary School Principals (MSSPp, 
th« A^ssoclaticn foi Supery^ision and CurrlcuLiim De^eLopcaeiit 
(A^SCDDi the dissociation of School Busiaess Offictalp (ASBO) ^ 
avLi tliG T^at:loiial School Public Belations Aisociatlom (NSPEA) . 
Most states have aif:Lllates of each of these national organiza- 
ttcns , In maiiy stateSj aLl or some of these disciece bmiiches 
are coordiriatQd by a stata^wide "umbreLla'' organiaacioxi ^liich 
gL^es directton to s and Qnliajices commun-icatlon atncngj th© 
TneJibexehips of che various asSQclatlons. It is this ucfl'^r«lla 
orpiiimtlon ivliich is the conipDnant of the model f oc ttJe 
project* The u^brcHa orgatiizatlon 

a. devalops and admliilsfceis the Internship program mM\ 
the assistance of the other component agencieSi 
asBtsts tTi thB deliveo of the other three prdgrains 
(certtf icatloii? equityHeadershlps suppottj vfithln the project, 
c» serves as the prijmty liaison between supecin tendeints 

and principals aad che project » 
d, provides the factllcy ioX hauslng the project cocrdin-^ 
ator and matBtmy^ 
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m, iupsr^l^ea the cooxdinatoi: oti laattars concernlmg the 
In cernili dp pr ogr am , 

£* contribittGS ta tlie overall leadcrsMp of the p^oj^ct^ 
2* Iristitucloci ^£ Higher Educgtj-O^, Universities and &.olJegee 
txadltionalLy tiaye maintained the Toolm of recontoenaiiig to chs 
state educAt ion agency individuals vh^ have completed course 
worte and %Aio are dmmd competeiit potentdaL school adTiiin Is orator 
This course wrt generally includes sa^ch areas as e ducat lorial 
financej ediicatioxiaL Isw^ persontieLi ©upervlaioris cw^iGnjluin 
plarLTilTig^ and philosoplxlcal foiindat ioixs of ediacatlDTi, 63? 
scate law^ tliese courses mi^t^ to coiiipLeted before tlG a^srdlns 
o£ adnilnistriitl-VQ cartiflcatiom. 

The unt^iarsity <or univarsicias) in the icLodel 

a, pron;idQg the o^varall lesclGTshlp and coordixiatioEi of 
Che project an<i serves m its fiscal agents 

b- sssximes the le^idership £ov the de^elppment of ttie 
Advisory Council ^ 

c. deliveiB the c^nrseTOrk needed £or certificatloni ©Ith er 
chrougli campus ^based lnP=tructior% 0^ f ield-^tiased 
inddvidu&l or group practlcumSj 

d, develops the workshops for the equit7H.ea£lerslilp 
progracn Lti cooperation w^itfi ttie otlier two leadecsh-ip 
agencies, 

e* e^valuates the piodGl"botTi process a^nd products and 1 
f p assumes Leadership for v^-alidaclom of the model vaitT)^ 
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tM assistance of the other two componint agencies* 
3, State E ducation Agency^ Due to the growitig GOOplexlty 
throughout public education th© participation of the State 
Education Agency has beconie increasingly more Important. The SEA 
efforts at aiding the local districts cope with the multi- 
faceted problenis of providitig education places thera in a stra-- 
tegic leadership xole (Knezevichj 1975s p. 262)* With federal 
"pa ss-= through^* inoriies channeled to state agencies for dls- 
tribiitlonj the state role bscomes even more vitally Important* 
Current legislation such as P*L. 94'-142 (the ''special education 
mandate") and P*L* 94-482 (the education amendiaerits of 
1976 that include tha vocational education title dealing with 
iex role bias) has clarified the role of the state agency In 
educational equity. 

The state education agency 

a. shares in the decision-making model for the project ^ 

b, facilitates the certification process of the participants^ 
c* provideB national visibility and credibility to the 

project, 

d* serves as the key comniunication and dissemination agent 
for the ptoj ect^ and^ 

contributes to the overall leadership of the project, 
f. coordinates internships within the agency* 
4^ Local Educati o n iLp,ancies . The cooperation of Individual 
public ichool systems Is crucial to the change sttategy. Local 
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administrators make the decisions to hire or promote 
administrators. The districts pxovide the settings where 
administrators learn and practice* The cooperating distriGts 
play a crucial role at every stage of the Project. 
Each participating local education agency 
a* provides a nin.e month administrative internship for 
project participants, 

b. selects the Intern(s) to fill those positions^ 

c. provides the internCs) ^ith admiiiistrative support , 
office space, and assistance needed to pGrform duties ^ 

d. assists in the developnient and supervision of the 
internCs) ^ individual program. 

The cooperating districts may also provide CKtra supports for 
the interns such as financial support for additional salary and 
to attend special workshops ^ wee tings , and conventions. 
The Director and the Associate Directors each select three Individuals 
to serve on the project's Advisory Couticll. Council members are asked to 
be familiar vrith equity issuesj educational administration ^ and th© 
processes of recruitment and employment of administrators. The Council 
helps to assure the face validity of the model as it monitors project 
activities and recommends changes that ensure success in the state. 

The structure allows the project to tap the major educational net- 
vrorks in the state and to work with select school districts. This modfil 
can be impleiaented in any state whose state education agency, professional 
administratora' associations, and universities commit themselves to the task, 
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Ihe ICES Program 

The prDgrammattc elements of the model focus on the preparation of 
women to become scii-ool adiTilnistrators* Four sub'^progranis CInternshipSi 
Certification s Equity--LeadGrshipj and Support) ensure that participants 
will complete the program with the formal degrees and courses needed 
for certif ication, specialized training In ©ducattonal equity i a year's 
eKperlence as administrative intern and with a support system within 
their school district and across the state. 

The Project parttaipantSj cliosen hy cooperating school systems, spend 

three semesters and two summers In the progratn* These participants spend 
the first seinester as part time students and both suminers as full time 
students. For the remaining two semesters they work as administrative 
Interns In their districta. During that period they may also be enrolled 
in university classes and In field experience or independent study courses • 
The four sub ^programs ore' 

1* The co r tif ication progtatiu Every state maintains a set of re- 
quirements which must be met prior to a person becoming certified as a 
school administrator, Women, as a result of sex role socialization or 
ssk: role stereotyping or overt denial, have been excluded in large numbers 
from the available pools of position applicants (MSA, 1971), The model 
assures that at the completioii of tlie project the participants will be 
certified . 

tjpoii entry into the prograni, the participants confer with the 
director to determine an appropriate program of study. They enter a 
graduate program leading to a Masters or Education Specialist degree. In 
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additions their program assures that they will have all formal courses 
required for adniiiiistrativ-e certification at the eiid of the program. Most 
participants will enroll as part time students at the sponsoring 
university (or in some cases at other state universities within commuting 
distance) during the first semester In the program as they complete 
their teaGhing year. They enroll as full time studetits in the sponiorlng 
university for two suOTners, 

During their Internship year^ most participants will earn academic 
credit for their work in the district. As necessary ^ interns will also 
enroll in formal classes. This intensive program insures that all partic-- 
ipants are formally qualified* 

2, The internship program. During the past decade the profession 
increasingly has conie to believe in the value of internship programs. 
The terms "aecountability" 5 "competency-based" and *'£ield-»based" are 
IneKtrlcably intermingled Into the vocabulary of the educator and all 
are consistent with an intGrnship approach. Internships are best 
organised and managed when they are led by practitioners in cooperation 
with professors. The model assures that participants completing this 
project will have held at least two semester --length Internships in 
significant administrative positions. These will be sat up by super^ 
intendentSj principals ^ and the project leadership , 

3, The equity-leadershi p prograni. Six ititenalve workshops are 
scheduled into the project to provide the participants a considerable 
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advantage over cgaventionally txalned administrators. These workshops 
provide subBtantive programmtlc Information Ce*g,^ aonflict managemeat, 
power and policy) as well as an educational equity focus (e,g*5 recogiilzing 
and r^ediatlng stereotypic curricular material^ the law and equal 
opporturilty) - This program Is generally not available in the converittcnal 
iducatloaal adininlstTatlon currlculuni* 

4* rhg_ support program , The support program utilizes the reaoarces 
of all participatiiig organisatioris to provide the Interns with techniaal 
iKpertise^ counsellrigs informal relationships, encouragement and 
advice f 

Tha project supports a full time coordinator responsible for 
helping the Interiis identify and secure such assistance. It provides 
funds for consultants with specialised skills related to interns' 
projects i The coordinator and Intem identify a '■support team" of 
administrators in the district v^ho can offer advice and feedback to 
participants during the course of their internship. Additionally^ the 
participants as a group may offer Qach other emotional supports prDVlde 
advise and expertlsei and serve as sounding boards for each other, 
Sunmiary 

The ICES modoL is a change strategy which attempts to intervene 
in a systein and to change individuals* The model links the major 
educational agencies in a state to Improve wmen's participation in 
educational adiiiinist ration* It provides women in the project access to 
the major formal and infonnal communications networks in the state* It 
also trains a group of women to produce an eKceptlonally well qualified 
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cadre of adcalnistrators. 

Declining enrollments and an oversupply of certified prospective 

administrators make it unlikely that any individual district will be 

able to hire simultaneously the women necessary to impact tokenism^ 
However J at the state level it is possible that a large group of wor.eu 

can move into admir^ stration in one year. The model posits that a 
group of wonian trained together mil be ablft to . of fer mutual 

support to offset problems relating to tokenism n.n a district. If 
put into operation^ the iQodel program will increase dramatically the 
number of women holding administrative positions in a state. 



Currentlys the ICES model is being field tested in the state of 
Kansas. The Women's Educational Equity Act Program funded the program 
from October 1^ 1977 to September 30^ 1979^ At the half way pointy 
several conclusions can be stated. 

The Kansas experience shows that the model can be operationalized. 
Leaders in the major educational agencies in a state are willing to 
sponsor, cooperate and participate in a program designed to incrcsase 
women's repreeentation in administration* Many individuals have devoted 
significant amounts of timej effort ^ and resources to the program. Their 
enthusiasm is high* This enthusiasm seems contagious. Many administrator 
have requested that their districts be considered if the program continues 
The structure allows individuals with diverse goals and perspectives 
to work together on a common project with a minimum of conflict* The 
program can operate smoothly* 



The Field Test 
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The projeGt Is conducting its activities as scheduled. The 
thirteen interns are completing their programs of study as planned. Their 
perfomance as studetits and as adralnistratlve interns has been outstanding # 
The Interns are perceived as highly coinpetent individuals j both in their 
districts and outside. They provide visible proof that stereotypes about 
women In administratioii are Inaccurate, Even as Interns ^ they appear to 

be successful administrators. Of course j the final test of the model is 
its success in the placement of women in administrative positions* This 
evidence will not be available for several months. 

Conclusions^ 

Evidence from the field test suggests that several elements of the 
model promote its success. The following have been Identifiedi 

1, The active cooperation of inf luentials in the state educational 
syetem is essential to gaining initial district cooperation. In the 

Kansas field test^ the EKecutive Director of the United School Administrators 
played a leading role in publicising the project and in securing the 
participation of superiritendents , In other states p other Individuals or 
organizations may be the most influential leaders* The Kansas experience 
suggests that a university stands to be far less successful if it chooses 
to implement such a program mthout involvement of other agencies* 

2, EKternal funding appears to be a crucial factor* Virtually 
none of the participants in the program wuld have been able to spend 
a year as a full time administrative intern without financial support. 
Few districts are able to offer salaries to administrative interns* 
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Administrators, whather they are men or women ^ traditionally tend to 
take their tralriing as partp^tline and summer school students. Usually 
their training is uiidertalcen In mld^careers when they have family 
and financial obligations that preclude full time study * Consequently, 
few potential administrators are prepared to spend a year as unpaid 
.interns i Some financial support for Interns is required. 

3» There are advantages to an Internship in the employing school 
dietrict* Admliilstrators select participants they are willing to 
support* In the field test many administrators have exceeded all 
expectations in the support they have given interns , Tliey are more 
likely to offer this support to an individual they know (and hope to 
retain in their system) than to a transient. If they have no appropriate 
vacancies, administrators may be more likely to sponsor a candidate they 
have selected and assisted than a relative outsider* 

The ICES model can be Implemented* In Kansas 3 It has brought woinen 
into the field of educational administration who would not have entered 
otherwise. It has demonstrated that women can be outstanding admlnlstratore* 
Finallyj it has linked several organizations with responsibilities to promote 
educational equity for all groups in a successful program* 
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